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Abstract. This article attempts to discuss the term of quality both
in the Management and the Educational field in order to present the similarities
and the differences in the term. The concept of quality was introduced in the
1950s and 1960s, when the Japanese faced serious problems with the export and
sale of their products. Since then, many scientists have dealt with this concept,
which has begun to grow in the field of Management and Business. The
delimitation of quality has proven to be a complex process, which even today is
a controversial issue because of the subjective nature that is given to it. Quality
in an organization seems to be perceived as a solution to its problems and in
conjunction with costs it determines the competitiveness of the product. The
interest in quality has also been transferred to the field of Education - both in
higher and further education - in the 1990s. The quality of education has
confused educational communities both in Europe and in the wider international
context. This can be also proved from the fact that all the European Community
states have set the quality of education as a matter of highest priority. During
financial difficulties, the school system has been put under the microscope in
order to be improved and quality is the catalyst for growth. In education, quality
is linked to the achievement of predetermined goals. Therefore, in order to
achieve qualitative results, there should be quality input, qualitative teaching
methods and psychological / intellectual quality and hence qualitative school
units.
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1 Introduction
In the field of Management, the concept of learning organizations became very
popular in the 1990s and until now it has played a crucial role (Ahmad, Sulan & Rani,
2017: 392), after being promoted as a solution to the problems faced by organizations
(Ortenblad, 2015: 163). Garvin (1993: 3) states that a learning organization is "an
organization skilled in creating, acquiring and transferring knowledge, and modifying
its behavior to reflect new knowledge and insight", while Pedler et al. (1991: 1)
described a learning organization as "an organization that facilitates the learning of all

its members and continuously transforms itself". However, according to Ortenblad
(2015: 164), no researcher has identified any specific changes that an organization has
to make in order to become “a learning organization” and be engaged with all
organizations - although various models have been proposed from time to time.
Nonaka & Toyama (2003: 2) come to support this position by pointing out that this
failure is due to the fact that both professionals and employees cannot understand the
essence of the process of creating new knowledge.
A school unit is also considered by many scientists to be a kind of
organization, as they both share some common features. Such features are; the
definition of specific targets, the bureaucratic organization they have, their
segregation, their staffing and their promotional policies. There is a hierarchy and
rules with which everyone has to comply independently with personal
relationships (Ballantine, 1997: 131, 133-136; Bell, 1980: 184). School units are also
considered to be learning organizations, as organizational learning is thought to have
contributed significantly to school changes, such as training programs, common goals
and team effort which are all obvious by the high performance of such schools
(Schechter & Mowafaq, 2013: 505). The issue of quality has been linked to learning
organizations through Total Quality Management (Yu & Wu, 2009: 39-40). The
relationship between quality management and learning organizations is obvious since
they both promote teamwork, adapt to change, follow the systematic approach and are
willing to learn (Ahmad, Sulan & Rani, 2017: 393). Total Quality Management is
based on continuous improvement and requires dedication to knowledge and
continuous improvement (Love et al., 2000: 321).
According to the above, the purpose of the article is to summarize the
delimitation of quality both in the field of Management and in the field of Education,
since both sectors include learning organizations. Nowadays quality is one of the
main factors related to the competitiveness of an organization and its success in
international markets (Forker, Vickery & Droge, 1996: 44; Green, 1994: 7), a fact
which is also pointed out by Oakland (1997: 25), as the three parameters in which
organizations compete are quality, price and tradition. Since quality is a key issue,
many scientists from different fields have tried to answer the question of what is
quality (Forker, Vickery & Droge, 1996: 45). However, its orientation has proven to
be a fairly complex process (Bowers, Ranganathan & Simmons, 2018: 52; Green,
1994: 12) and its assessment is influenced both by socio-historical circumstances and
by political changes, because quality has been related to changes in society and it
seems to be a challenge for schools to reciprocate to wider social changes (Carbines,
1994: 4).

2 Quality in Management and Business
The issue of quality began in the early 1950s in Japan, where there was a
significant problem in selling products -not because of their price, but because of their
lack of quality; so the Japanese focused on quality with the main aim being its

improvement (Edge, 1997: 560). The movement of total quality was inspired by two
Americans, Deming and Juran, who, with statistical methods, attempted to give
quality substance through the field of engineering (West-Burnham, 1997: 15). In the
field of Management and Business, the current era is particularly critical, as there is a
lot of competition in the markets and the demands of customers are continuously
growing. In addition, markets have largely deregulated, while globalization is also a
major factor (Lai, 2003: 17). Customers are looking for the best possible quality
product, because they have a wider choice, more knowledge and know-how (Lai,
2003: 18). A general definition states that quality seems to be related firstly to the
type of product or service and secondly to the product itself and whether it serves its
purpose without malfunctioning (Winch, 1996: 9). Each quality specialist has
proposed different strategies for delimitation, quality improvement and management
(Forker, Vickery & Droge, 1996: 44). Approximately five quality improvement
approaches have been identified. The first is the total approach, where quality is
identified with excellence (Winch, 1996: 9). It argues that although it is difficult to be
clearly defined, it is an absolute concept and can be recognized through experience
(Forker, Vickery & Droge, 1996: 45). Tuchman (1980: 38), also, pointed out that
quality means the best possible result , first class and not compatible with something
else than that. The second is the product-based approach, where quality is discussed in
measurable and accurate terms, and is part of the product characteristics (Winch,
1996: 9).
Quality in an organization seems to be perceived as a solution to its problems
(West-Burnham, 1997: 17), while many organizations adopt a market-oriented
strategy of abandoning its production-oriented strategy. The new strategy, therefore,
focuses on customer satisfaction (Lai, 2003: 17-18). So, the third approach centers
around the consumer/ user, who judges the product according to their needs and
desires. This approach is identified by a further definition according to which quality
is defined as the suitability for use according to the terms of the consumer (OECD,
2011: 7; Statistics Canada, 2002: 2; Green, 1994: 15). Juran (1999: 26) and Oakland
(1997: 25) define quality in terms of the degree to which product characteristics meet
customer requirements and whether they meet them at all. In order survive on all
these disturbances, organizations must be competitive and meet their customers'
requirements by offering high quality products and services (Lai, 2003: 17). Philip
Crosby is perhaps the most important writer who has influenced both Europe and
USA, as he has worked with senior executives and has discovered how an
organization can increase its profits by improving quality. For Crosby, quality is
directly related to the conformance with requirements rather than the essential quality.
He is more concerned with prevention than with the detection of any defects in
production (West-Burnham, 1997: 19). Levitt (1972: 41) and Gilmore (1974:
16) moving at the same wavelength equates quality with conformance to product
characteristics / specifications.
In the latter approach in the center is the value of the product -with the
quality to be directly related to this value (Winch, 1996: 9). In the early 1800s cheaper
products were made of lower quality. In the 1950s, the concept of quality was
introduced in the field of Business and since then this concept has also been linked to
the price of the product as a key factor for customer choice (Reeves & Bednar, 1994:

421). Feigenbaum (1951: 1) highlighted this relationship by stating the fact that
quality is related to excellence in proportion to factors, such as product usability and
sales price. Abbott (1955: 108) and Broh (1982: 3) complete the Feigenbaum’s view
by pointing out that the customer will succumb to the best bid on the market, which
has these two components mentioned above. Of course, all approaches have their
advantages and disadvantages. Each manager should choose the one that will bring
the best possible results for his/ her own organization. Customer satisfaction is this
factor that has the greatest impact in this field (Reeves & Bednar, 1994: 435).
From time to time various scientists have suggested some dimensions of
quality that can help in understanding and delimiting the term. In fact, the six
dimensions set for quality delimitation are: a) relevance b) accuracy c) timeliness d)
accessibility e) Interpretability and f) Coherence (Statistics Canada, 2002: 2-3).
However, the concept of quality for businesses differs from the concept of quality in
education (Chaffee & Sherr, 1992: 20), as will be discussed in the next section.
Garvin (1984, 1987) proposed eight dimensions of quality, which are key factors in
delimiting and analyzing the term thoroughly:
1.
2.
3.
4.
5.
6.
7.
8.

Performance: product’s primary characteristics.
Features: those characteristics that supplement the products’ basic
functioning.
Reliability: whether the product malfunctioning or failing within a
specified time period.
Conformance: the degree to which a product’s design and operating
characteristics meet established standards.
Durability: the amount of use that one product gets from another before it
deteriorates.
Serviceability: speed, courtesy, competence and ease of repairing.
Aesthetics: how a product looks, feels, sounds, tastes and/or smells.
Perceived Quality: image, reputation and/or references about the
product’s characteristics.

Forker, Vickery & Droge (1996: 46) associate each of Garvin's dimensions
with the quality approaches mentioned above. The relations are as follow:
Table 1. Correlation of dimensions with approaches.

Dimensions
Performance, Features

Approach
Product based

Reliability, Conformance

Manufacturing based

Durability, Serviceability

Value based

Aesthetics, Perceived Quality

User based

Organizations should constantly aim at continuous improvement of their
products and innovation in all their functions (Lai, 2003: 17). For Deming, quality is
directly linked to continuous improvement often referred to as a reduction in costs as
it is considered to be the same as a reduction of defective products. This is why he
was opposed to bulk product inspections, since they proved to be financially
unprofitable and needless -given that a correction of the product cannot be made
afterwards. However, he suggests that special attention has to be paid to customer
requirements and to the construction of the product, summarizing his view through 14
principles (West-Burnham, 1997: 20-21)

3 Quality in education

The interest in quality was also transferred to education in the late 1980s and
early 1990s in both higher and further education (Avci, 2017: 203; West-Burnham,
1997: 16). Bowers, Ranganathan & Simmons (2018: 59), through a literature review
on quality in education, found that there are plenty of quality publications on
definitions of the term, quality models, strategies and practices that are or may be
used. This is shining proof that quality in education is a key issue. According to
Barlosky & Lawton (1994: 58), quality is "continuous improvement of
learning for life" as the school unit through continuous improvement will develop by
learning from its mistakes as a learning organization (Cheng & Tam, 1997: 29).
Cheng (1995) claims that educational quality is "the character of the set of elements in
the input, process and output of the education system that provides services that fully
satisfy both internal and external strategic constituencies by meeting their explicit and
implicit expectations." This definition is quite comprehensive and includes many key
terms from the Management field. Quality is judged by whether the product achieves
the purpose for which it was created (Wittek & Kvernbekk, 2011: 674).
However, there is a strong concern in the scientific community regarding the
variety and objectivity of quality definitions. Quality is described as "a slippery
concept" and it’s similar to other broad concepts, such as "justice" and "freedom"
(Harvey & Green, 1993: 10). Doherty (2008: 260) and Cryer (1999: 40) argue that
quality remains a utopia and - to a great extent- subjective notion, since each person
understands it in different ways. Harvey & Green (1993: 10) also claim that the
diversity in boundaries is due to the fact that different people have different
perspectives on different things that are under the same umbrella. The views on
quality in education differ, as there are many contributors, such as teachers, students,
parents, etc., who have different perspectives and expectations (Westerheijden,
Stensaker & Rosa, 2007: 4). A study by Chua (2004: 185) found that parents had a
different understanding of the quality of education in relation to pupils and had
different expectations. More specifically, both parents and students were interested in
post-school vocational rehabilitation, but beyond that, parents were interested in the
reputation of the school, while the students were concerned about the quality of
teaching. During financial difficulties, the school system is put under the microscope

in order to be improved (Carbines, 1994: 2). According to Cheng (2017: 153) "quality
can be achieved by enhancing academics 'professionalism and students' ability to
learn". Quality in education can be a catalyst for development and should be ensured
in all areas and in all phases of education. Moreover, quality is established by meeting
the needs of all those involved in the educational process (Freeman, 1994: 23). To
examine the quality of a school unit, a broader perspective should be adopted on
issues related to the objectives of the school, its philosophy, the characteristics of its
pupils and the quality of its teachers, its natural resources, the variety of the
educational activities and the educational successes (Nevo, 1995: 154).
The concept of quality can either be divided into different pieces or
determined on the basis of some indicators ensuring quality (Wittek & Kvernbekk,
2011: 672). Because of the multidimensional nature of quality, it is necessary to study
more than one indicator. The study of a variety of indicators of a school organization
will highlight the different expectations and management strategies used for
educational quality in a specific environment and under specific conditions (Cheng &
Tam, 1997: 23). The quality of a child's education is directly related to the quality of
the school unit itself (Johnson, Wyer & Gilbert, 1967: 221) and therefore the
indicators are directly related to the school unit. For the same purpose, different
people will use different indicators to understand educational quality and different
strategies to achieve it or at least approach it (Cheng & Tam, 1997: 23). Brown (1957:
362) states that the starting point for quality education in education is the curriculum,
while Ifedili (2015: 23) claims that the quality of education depends on the
implementation of educational policy, which includes to a large extent the
employment of highly qualified teachers. In addition, the two main factors that affect
the quality of a school are the pupils' social relationships with the school and the
social orientation of the school class by placing the value of personal success and the
role of education as key parameters in attaining achievements related to teachers'
targets (Johnson, Wyer & amp; Gilbert, 1967: 221). By the same reasoning, Nevo
(1995: 155) proposes six indicators of school quality assessment. Quality indicators
focus on different elements. Others focus on the educational process and others on
inputs and outputs. The complexity of educational quality and the lack of official
quality indicators lead to deep thinking and doubts in society (Cheng & Tam, 1997:
22-23). The biggest problem with indicators is that they are often dated, as this can
happen with data. They can give answers for past situations, but they cannot be
mentioned for the present or the future (Doherty, 2008: 258).

4 Conclusion
The concept of quality has universally occupied the international scientific area,
given its multidimensional and multifaceted nature. At a time when competitiveness
is particularly intense, quality can be a strong ally of an organization by pleasantly
surprising customers via the concern about customer satisfaction and the continuous
improvement of all its dimensions (Forker, Vickery & Droge, 1996: 61). Each person

defines quality differently in different terms and in different circumstances (Lai,
2002: 19; Harvey & Green, 1993: 10), and as Reeves & Bednar (1994: 435) mention
no definition of quality is appropriate for all fields.
The main question is whether quality management definitions and models can
be applied to education (Avci, 2017: 203). Quality approaches from the field of
Management may differ, since they correspond to different objects (Owlia &
Aspinwall, 1996: 17). Non-educational organizations - although having several
common points – differ from the educational ones, as they have different funding,
goals and a different external environment (Green, 1994: 7). Many of the quality
models and many business strategies have been adopted and used in education (Chua,
2004: 181), although there are several difficulties. This arises from the fact that
education is a public good and it is not some kind of product or skill, which can be
used to increase the profits of a business (Turner, 2011: 3). To sum up, quality in
Management is more technocratic in relation to quality in Education, which is the
result of learning and it is related to children. In Education, although the consumer/
user approac prevails, the approach to quality-value (Winch, 1996: 9), also, lags
behind. Quality is judged to be good or bad or based on some comparative terms and
this indicates that it’s judged by its value (Wittek & Kvernbekk, 2011: 675). Cheng
(2017: 157), due to the findings of five integrated programs, argues that quality
related to the management's focus is indifferent to the developmental needs of both
students and academics. When applying quality models to education, it is found that
students play the role of clients. The difficulty in this case lies in the fact that it is
difficult to determine their needs in order to be satisfied. This happens because
schools are made up of different groups of pupils, who perceive quality in a different
way (Chua, 2004: 181). Another problem is that there is skepticism about the different
levels of the students that the school has to deal with, as this does not reflect the level
of the organization (Owlia & Aspinwall, 1996: 17). Finally, educating a person cannot
be seen simplistically, as an organization sees the client through terms such as
customer satisfaction, because in the former situation, the result cannot be described
by quantitative criteria (Turner, 2011: 4).
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